The Effects of Relational Coordination and Supervisor Support on Thriving and Job Satisfaction: Evidence from Sales Professional in U.S. Small Businesses by Hall, Kelly R.
Atlantic Marketing Journal 
Volume 10 Number 1 Article 2 
2021 
The Effects of Relational Coordination and Supervisor Support on 
Thriving and Job Satisfaction: Evidence from Sales Professional 
in U.S. Small Businesses 
Kelly R. Hall 
Stetson University, krhall@stetson.edu 
Follow this and additional works at: https://digitalcommons.kennesaw.edu/amj 
 Part of the Organizational Behavior and Theory Commons, and the Sales and Merchandising 
Commons 
Recommended Citation 
Hall, Kelly R. (2021) "The Effects of Relational Coordination and Supervisor Support on Thriving and Job 
Satisfaction: Evidence from Sales Professional in U.S. Small Businesses," Atlantic Marketing Journal: Vol. 
10 : No. 1 , Article 2. 
Available at: https://digitalcommons.kennesaw.edu/amj/vol10/iss1/2 
This Article is brought to you for free and open access by DigitalCommons@Kennesaw State University. It has been 
accepted for inclusion in Atlantic Marketing Journal by an authorized editor of DigitalCommons@Kennesaw State 
University. For more information, please contact digitalcommons@kennesaw.edu. 
The Effects of Relational Coordination and Supervisor 
Support on Thriving and Job Satisfaction: Evidence from 
Sales Professionals in U.S. Small Businesses 
 
Kelly R. Hall, Stetson University, krhall@stetson.edu  
 
 
Abstract - Job satisfaction is often fostered through costly strategic human resource management 
practices, yet small businesses typically lack the required resources to employ such practices. The 
current study explores other avenues for promoting job satisfaction, namely thriving, which is a 
psychological state in which individuals experience both a sense of learning and a sense of vitality. 
By leveraging positive organizational psychology, and examining data collected from B2B 
salespeople, this study demonstrates the value of relational coordination and supervisor support 
for enhancing the thriving, and, in turn, job satisfaction of sales professionals among small 
businesses. 
 
Keywords -   Thriving, Job satisfaction, Sales management, Relational coordination, Supervisor 
support, Small businesses 
 
Relevance to Marketing Educators, Researchers and/or Practitioners - This research highlights 
the complexity of fostering job satisfaction for sales professionals in small businesses and reveals 
how job satisfaction can be enhanced through relational resources that support thriving. The study 
lies at the intersection of sales and small business management practices, and it integrates theory 
from positive organizational psychology. Thus, it can be of value to practitioners as well as 





The importance of fostering job satisfaction has long been established across various contexts, and 
it is becoming increasingly important for small businesses (e.g., Haileyesus, 2019). Locke (1976) 
defines job satisfaction as “a pleasurable or positive emotional state resulting from the appraisal 
of one’s job or job experiences” (p. 1300). For more than forty years, scholars have demonstrated 
the value of job satisfaction for both individual and organizational outcomes. Job satisfaction is a 
key determinant of turnover intentions (e.g., Tett & Meyer, 1993), and low levels of job satisfaction 
have been linked to employee burnout and anxiety, among other mental/psychological challenges 
(e.g., Faragher, Cass, & Cooper, 2003). Conversely, findings indicate higher job satisfaction is 
positively related to individual performance (e.g., Judge, Thoresen, Bono, & Patton, 2001) and 
favorable employee attitudes, including organizational commitment (e.g., Shore, & Martin, 1989; 
Vandenberg & Lance, 1992). At the business level, scholars have demonstrated job satisfaction is 
critical for a wide range of unit-level outcomes, including employee retention, customer 
satisfaction—loyalty, employee safety, and firm profitability (e.g., Harter, Schmidt, & Hayes, 
2002).  
While it is critical to promote job satisfaction, it can be challenging for small businesses 
who tend to have fewer options to improve job satisfaction and performance, relative to their larger 
counterparts (Sheehan, 2014). The United States Small Business Administration classifies an 
organization as a small business if it meets specific numerical size standards, such as a stated 
number of employees or average annual receipts (U.S. Small Business Administration, 2019). 
Though these standards vary somewhat across industries, often they include an employee 
headcount of 500 or less, which has been a commonly accepted definition of small businesses in 
academic literature (e.g., Nafukho, Graham, & Muyia, 2008). Small businesses face unique 
challenges, and top among them are often resource constraints. Job satisfaction is frequently 
fostered through costly strategic human resource practices, such as formal training and 
development and competitive pay and benefits (Combs, Liu, Hall, & Ketchen, 2006), yet small 
businesses commonly lack sophisticated human resource (HR) practices and rarely have HR 
expertise (Wapshott & Mallett, 2015). Instead, it is more common for small businesses to function 
based on informal rules, unwritten customs, implicit understandings, and regular employer—
employee interactions that govern the work and relationships (e.g., Greenidge, Alleyne, Parris, & 
Grant, 2012; Lai, Saridakis, & Johnstone, 2017).  
 
Because many small businesses lack the resources to promote job satisfaction through 
strategic human resource practices, it is important to understand other mechanisms that influence 
job satisfaction among employees of small businesses. The field of positive organizational 
psychology, which focuses on positive outcomes, processes, and attributes of organizations and 
their members (Cameron, Dutton, & Quinn, 2003), can provide insight toward this end.  As such, 
in the current study, I propose thriving as a process through which positive relational characteristics 
(i.e., relational coordination and supervisor support) affect job satisfaction among employees in 
small businesses, namely sales professionals, for whom their job satisfaction can yield substantial 
impacts on customers and firm profitability (e.g., Evanschitzky, Sharma, & Prykop, 2012). 
Thriving is a psychological state of joint learning and vitality (Spreitzer, Sutcliffe, Dutton, 
Sonenshein, & Grant, 2005); thus, when individuals thrive, they sense they are developing, and 
they feel alive and energized. Previous studies have demonstrated the importance of supervisor 
support in the sales context (e.g., Matthews, Zablah, Hair, & Marshall, 2016), as well as for job 
satisfaction specifically (e.g., Babin & Boles, 1996). In this study, I extend such research by 
proposing thriving as an intervening mechanism through which that effect is attained. Likewise, I 
propose relational coordination, which is a mutually reinforcing process of interaction between 
communication and relationships carried out for the purpose of task integration (Gittell, 2002, p. 
301), as an important determinant of thriving and, in turn, job satisfaction.  
 
The remainder of this paper is organized as follows. First, I review the theoretical 
foundation of the research model, which draws from the socially embedded model of thriving 
(Spreitzer et al., 2005), and I develop hypotheses in support of the model. Next, I introduce the 
methodology and data, collected from a sample of sales professionals among small businesses in 
the United States. After discussing the results of the analyses, I conclude with a discussion of the 
findings and their implications for research and practice, as well as a summary of the contributions 
of this research.    
 
 
                                         
Theoretical Background and Hypotheses 
 
Thriving at Work 
 
Spreitzer and colleagues (2005) proposed a model of thriving at work, which specifies how 
individuals experience the psychological state of joint learning and vitality. They posit that 
contextual features of the work environment (e.g., decision-making discretion, climate respect) 
and resources produced through one’s work (e.g., knowledge, positive meaning, relational 
resources) enable individuals to engage in agentic work behaviors (e.g., task focus, heedful 
relating/operating with attentiveness to others), which facilitates thriving at work. In turn, thriving 
garners positive health, attitudinal, and performance outcomes. Spreitzer et al.’s (2005) work, 
along with subsequent research (e.g., Kleine et al., 2019), suggests perceptions of interpersonal 
dynamics at work are critical for thriving. Thus, the current study leverages the socially embedded 
model of thriving, with a particular focus on relational characteristics at work, and applies it to the 
context of sales professionals in small businesses.  
 
The central premise of this study is that thriving is an important determinant of job 
satisfaction in small businesses, and it serves as a linchpin between the relational characteristics 
of one’s work and his or her job satisfaction.  As such, sales professionals in small businesses are 
likely to be satisfied with their jobs when they experience a sense of thriving. More specifically, 
the joint experience of enhanced knowledge and understanding (i.e., learning), as well as feelings 
of aliveness (i.e., vitality), will lead to more favorable assessments of one’s job. Simultaneously 
fostering learning and vitality is important because it is possible for individuals to experience 
vitality (e.g., engagement) but not sense that they are learning and developing (Spreitzer et al., 
2010).  
 
The relational characteristics outlined in the current research model, namely relational 
coordination and supervisor support, are proposed to contribute to the joint state of learning and 
vitality. To this point, the relational resources that are attained through a supportive supervisor and 
relational coordination in the workplace, which manifests through shared goals, shared knowledge, 
and mutual respect (Carmeli & Gittell, 2009), may enable sales professionals to connect with and 
learn from others, thereby supporting the extent to which they learn, develop, and remain energized 
at work. In the following sections, I elaborate on these ideas by developing hypotheses in support 
of the model depicted in Figure 1, and I begin by proposing thriving as a key antecedent of job 
satisfaction in small businesses.     
 
Thriving and Job Satisfaction 
 
Consistent with theory (Spreitzer et al., 2005) and empirical studies in other contexts (Kleine et 
al., 2019), thriving is expected to lead to higher levels of job satisfaction among sales professionals 
in small businesses. Thriving serves as an adaptive function and can thus help individuals adapt to 
the demands of their work (Mushtaq, Abid, Sarwar, & Ahmed, 2017; Porath, Spreitzer, & Gibson, 
2008). This may be particularly important in the context of a small businesses, where individuals 
are expected to do more with less (Gallego, Rubalcaba, & Hipp, 2012). Rather than giving way to 
the inherent challenges among small businesses, thriving may help individuals develop creative 
solutions (Wallace, Butts, Johnson, Stevens, & Smith, 2016) for overcoming resource constraints 
that may otherwise hinder job satisfaction (Rondeau, Francescutti, & Zanardelli, 2005). Thus, 
thriving may help offset demands, and, in doing so, may prevent burnout (Demerouti, Bakker, 
Nachreiner, & Schaufeli, 2001).  
 
Figure 1. Research Model 
 
 
Research suggests individuals who experience a sense of thriving are more prone to 
experience greater mental and physical health (Spreitzer & Sutcliffe, 2007), and, with such health, 
they may be more likely to make positive assessments of their experiences. To this point, recall 
that job satisfaction is a positive emotional state (Locke, 1976). Relatedly, scholars have 
established a connection between well-being and job satisfaction (Judge & Klinger, 2008), and the 
markers of thriving (i.e., learning and vitality) can contribute to greater well-being (e.g., Ryan & 
Fredrick, 1997; Watson, Tregaskis, Gedikli, Vaughn, & Semkina, 2018).  
 
Further, although extant literature lacks insight on the effect of thriving on job satisfaction 
in small businesses, research by Rowden and Ahmed (2000) demonstrates informal learning that 
occurs in the context of small businesses can enhance job satisfaction. As learning is an essential 
component of thriving (Spreitzer et al., 2005), Rowden and Ahmed’s (2000) research, as well as 
other studies, which indicate higher levels of workplace learning lead to greater job satisfaction 
(e.g., Cerasoli et al., 2018; Rose, Kumar, & Park, 2009), support the notion that as sales 
professionals in small businesses thrive, job satisfaction will increase.    
 
Similarly, related bodies of literature suggest the affective dimension of thriving (i.e., 
vitality) can likewise contribute to job satisfaction. Although thriving and engagement are distinct, 
there is conceptual overlap between vitality and the vigor dimension of engagement (Spreitzer et 
al., 2010). To this point, prior research has demonstrated the value of engagement for promoting 
positive attitudinal outcomes among salespeople, as well as for mitigating negative predictors of 
job satisfaction (e.g., turnover intentions) (e.g., Matthews et al., 2016; Soane et al., 2012). 
Accordingly,  
 
Hypothesis 1: Thriving positively relates to job satisfaction. 
 
Relational Coordination, Supervisor Support, and Thriving 
 
Relational coordination and supervisor support can be viewed as relational resources that promote 
connectivity and opportunities for learning. Thus, these resources are expected to contribute to 
thriving in small businesses, and, in turn, job satisfaction. Support for these assertions can be drawn 
from extant literature.   
 
Relational coordination manifests through high-quality relationships that are comprised of 
shared goals, shared knowledge, and mutual respect (Carmeli & Gittell, 2009; Gittell, 2006). 
Shared goals, a common vision, can help ensure energy is not wasted trying to meet ambiguous 
expectations and thus support a sense of vitality. Previous research suggests relational coordination 
can enhance resiliency and one’s ability to cope with stress (Dutton, 2003; Gittell, 2008; Heaphy 
& Dutton, 2008), which are likewise important for remaining energized at work. The shared goals 
and shared knowledge inherent in relational coordination can ensure individuals have access to the 
informal rules and implicit understandings that often govern operations in small businesses 
(Greenidge et al., 2012). While, mutual respect can reinforce the close interactions that are 
characteristic in small businesses (Lai et al., 2017), encourage individuals to value the 
contributions of others (Rogers & Ashforth, 2014), and help organizational members withstand 
conflict and exchange opinions and ideas (Brueller & Carmeli, 2011). In these ways, relational 
coordination can enable heedful relating, thereby promoting vitality and learning (Spreitzer et al., 
2005).  
 
Further, previous research has shown that quality relationships, through which relational 
coordination manifests, are positively related to psychological safety, learning behaviors, and 
learning from failure (Carmeli, Brueller, & Dutton, 2009; Carmeli & Gittell, 2009). With enhanced 
coordination and connectivity among organizational members, it becomes more likely for 
individuals to explore new opportunities and engage in other agentic behaviors that support 
thriving (Carmeli & Spreitzer, 2009; Losada & Heaphy, 1999; Spreitzer et al., 2005). This is 
consistent with research on informal work-related learning, as Doornbos, Simons, and Denessen 
(2008) indicate close interactions and an awareness of others support spontaneous and deliberate 
learning. As individuals are exposed to such experiences, thriving should increase. Stated formally,     
 
Hypothesis 2: Relational coordination positively relates to thriving. 
 
Just as relational coordination is expected to positively relate to thriving, so too is 
supervisor support. Supportive supervisors engage in behaviors that help satisfy employees’ needs 
for autonomy, competence, and relatedness (Parfyonova et al., 2019), which are psychological 
antecedents for human growth and key contributors to thriving (Spreitzer & Porath, 2014). 
Through their support, supervisors can set the stage for thriving among sales professionals in small 
businesses.  
 
Supportive supervisors engage in numerous behaviors that can enhance thriving. To this 
point, such supervisors provide employees with choice in how they go about their work, and they 
encourage employees to handle work-related problems (Parfyonova et al., 2019; Rooney & 
Gottlieb, 2007). In doing so, they can facilitate engagement and opportunities for task exploration 
and development. Similarly, supportive supervisors help employees see how their work connects 
to organizational goals, provide guidelines that direct work and help detect progress toward goals, 
and explain the value of their work, which can foster engagement and heedful relating. They also 
provide feedback and demonstrate care and concern for their employees, which can contribute to 
learning and needs for relatedness (Deci & Ryan, 1987; Parfyonova et al., 2019).  
 
In these ways, supportive supervisors can help employees acquire knowledge resources, 
such as a more nuanced understanding of work, positive affective resources that support 
engagement, and relational resources that support experimentation and learning (Spreitzer et al., 
2005). As such, it is likely that as supervisor support increases, thriving will likewise increase. 
Hence,  
 
Hypothesis 3: Supervisor support positively relates to thriving.  
 
Based on the aforementioned arguments and by linking Hypothesis 1 with Hypotheses 2 
and 3, respectively, I propose the following additional hypotheses. 
  
Hypothesis 4: Relational coordination has a positive indirect effect on job satisfaction via 
thriving. 
 





Procedure and Sample 
 
To test the hypothesized relationships, survey data was collected from business-to-business sales 
professionals in U.S. small businesses, who were recruited using a Qualtrics Research Panel. In an 
effort to maximize the generalizability of the findings, multiple industries were represented in the 
sample (see Table 1). The sample was 54.7% female, with an average age of 43.53 (SD = 13.04). 
Participants had an average organizational tenure of 7.32 years (SD = 5.71). The majority of 
respondents (62.8%) had a bachelors or graduate degree, and most respondents (86.1%) were in 
supervisor or management level positions. Participants reported their firms’ annual sales, and 
29.20% reported less than $5 million, 22.60% reported $5 to $10 million, 29.20% reported $10 to 
$50 million, and 16.80% reported more than $50 million in annual sales. 
 
  
Table 1. Industries Represented in Sample 
Industry Percent of 
Sample 
Accommodation or food services 1.5 
Arts, entertainment, or recreation 1.5 
Education 1.5 
Health Care 2.2 
Information (e.g., software publishers) 3.6 
Management of companies or enterprises 8.8 
Manufacturing 8.8 







       n = 137 
Measures 
 
The survey was comprised of multi-item scales that were adopted from extant literature. While 
self-report measures are appropriate given the perceptual nature of this study, the use of single-
source data presents concerns about the possibility of common method bias (CMB). To help 
mitigate threats associated with CMB, a priori procedural steps were employed. To this point, 
various scale formats and anchors were used, and the predictors were proximally separated from 
the criterion variables using measures of other constructs unrelated to this study (Podsakoff, 
MacKenzie, & Podsakoff, 2012). Moreover, research (Krosnick, 1999) suggests that when 
respondents have higher levels of education, as was the case for the majority of respondents in this 
study, it is less likely they will respond in a non-differentiated manner.  Lastly, common method 
bias testing was conducted using a full collinearity approach (Kock, 2015, 2017). Based on the 
results, no common method bias problem occurred, as the VIF values at the factor level model 
estimation were less than the recommended threshold of 3.3 (Kock, 2015). 
 
Relational coordination was measured with 10 items (Carmeli & Gittell, 2009), measured 
on a Likert scale ranging from 1 (strongly disagree) to 5 (strongly agree) (α = .91). Sample items 
include, “In this organization, we act toward common goals” (shared goals), “Employees in this 
organization know what tasks their co-workers deal with” (shared knowledge), and “When 
someone expresses his/her opinion, we respect it” (mutual respect). 
 
Supervisor support was measured with five items adopted from Anaza & Rutherford 
(2012). Sample items include, “My immediate supervisor cares about my well-being” and “My 
immediate supervisor is willing to help me if I need help.” Participants indicated the extent to 
which they agreed with each statement, using a Likert scale ranging from 1 (strongly disagree) to 
7 (strongly agree) (α = .95). 
 
Porath et al.’s (2012) 10-item Thriving at Work scale was used to assess thriving. Using a 
Likert scale ranging from 1 (strong disagree) to 7 (strongly agree), participants responded to 
statements such as, “At work, I find myself learning often” and “At work, I am looking forward to 
each new day.” The scale demonstrated adequate reliability (α = .93). 
 
Job satisfaction was measured with seven items adopted from prior studies (Brashear, 
Bellenger, & Brooks, 2003; Brown & Peterson, 1993; Netmeyer, Maxham, & Lichtenstein, 2010). 
The items (α = .93) included statements such as, “Generally speaking, I am very satisfied with my 
present job” and “My job is very worthwhile.” Participants indicated their agreement using a scale 




The hypothesized relationships were tested using partial least squares structural equation modeling 
(PLS-SEM), which was performed using SmartPLS 3.0 (Ringle, Wende, & Becker, 2015). PLS-
SEM is an suitable choice when working with small samples (Hair, Risher, Sarstedt, & Ringle, 
2019; Hair., Hult, Ringle, & Sarstedt, 2017), and this analytic approach determines statistical 
significance using bootstrapping (n =5,000 samples). All significance values reported are based on 
two-tailed tests, and a two-stage process was used to examine the measurement model, and, 




Measurement Model Results 
 
The reliability and validity of the constructs were examined, using a reflective measurement model 
approach recommended by Hair et al. (2017). The interconstruct correlations are reported in Table 
2. First, the outer loadings were assessed to ensure each item met the recommended threshold 
of .70. One thriving item and one relational coordination item failed to meet the cutoff and were 
thus removed from the measurement model. All remaining items were satisfactory, with loadings 
ranging from .73 to .94. Next, internal consistency reliability was examined, and both composite 
reliabilities and Cronbach alpha scores were acceptable (Hair et al., 2017). 
 
Table 2. Descriptive Statistics & Interconstruct Correlations 
 Mean SD AVE L-HTMT 1 2 3 4 
1. Rel. Coordination 5.47 1.03 66% .83 .95    
2. Supervisor Support 5.52 1.31 83% .84 .72** .96   
3. Thriving 5.44 1.07 68% .85 .78** .71** .95  
4. Job Satisfaction 5.55 1.21 73% .84 .76** .79** .80** .95 
Note: SD = standard deviation; AVE = average variance extracted; L-HTMT = largest heterotrait-monotrait ratio. 
Composite reliabilities are shown on the diagonal and entries below the diagonal are construct correlations.  
 
The measurement model analysis also included an assessment of convergent and 
discriminant validity. The average variance extracted (AVE) for the constructs surpassed the 
recommended threshold of 50% or higher (Hair et al., 2017), with AVEs ranging from .66 to .83. 
Discriminant validity was assessed using Fornell-Larker criterion (Fornell & Larker, 1981) and 
the heterotrait-monotrait (HTMT) ratio test (Henseler, Ringle, & Sarstedt, 2015). The AVE for 
each construct exceeded its shared variance with other constructs and thus met the Fornell-Larker 
criterion. The HTMT ratio examines the average of the correlations of indicators across different 
constructs to the average of correlations of indicators within the same construct. Ratios below .90 
indicate discriminant validity (Henseler et al., 2015), and, as reported in Table 2, the largest HTMT 
ratio is .85. Consequently, the HTMT ratio tests provide further support for the discriminant 
validity of the constructs in the research model. 
Structural Model Results 
 
The structural model results are reported in Table 3, and, as shown, the results support the 
hypotheses proposed in this study. Consistent with Hypothesis 1, thriving is positively related to 
job satisfaction (β = .36, p <.001). Hypotheses 2 and 3 predicted a positive relationship between 
relational coordination and thriving, and a positive relationship between supervisor support and 
thriving, both of which are supported. More specifically, relational coordination positively predicts 
thriving (β = .56, p <.001), and supervisor support, likewise, positively predicts thriving (β = .30, 
p <.01).  
















H1 Thriving→ Job 
Satisfaction 




.67 10.18 <.001    Supported 
H3 Supervisor 
Support→Thriving 





.03 .38 .71 .20/.40 2.70 .01 Supported:  
Partial, 50% of 
total effect on 
job satisfaction 






.55 5.64 <.001 .11/.51 2.42 .02 Supported: 
Partial, 
21.57% of 
total effect on 
job satisfaction 
is explained by 
thriving 
 
Hypotheses 4 and 5 predicted indirect effects of relational coordination and supervisor 
support on job satisfaction. Specifically, hypothesis 4 predicted a positive and indirect effect of 
relational coordination on job satisfaction through thriving, which is supported by the results (β 
= .20, p =.01). As shown in Table 4, when examining the variance accounted for (VAF), 50% of 
the effect of relational coordination on satisfaction is explained by thriving. Hypothesis 5 predicted 
a positive and indirect effect of supervisor support on job satisfaction through thriving, and the 
results support this hypothesis (β = .11, p =.02). The VAF results indicate that 21.57% of the effect 
of supervisor support on satisfaction is explained by thriving.   
 
To assess the predictive power of the effects revealed through our analyses, we used the 
coefficient of determination (R2) for in-sample prediction (Sarstedt, Ringle, Henseler, & Hair, 
2014) and Q2 (Geisser, 1974; Stone, 1974) for out-of-sample prediction. The R2 values are 65.8% 
for thriving and 75.4% for job satisfaction. These values suggest the model demonstrates moderate 
to substantial predictive relevance (Hair, Ringle, & Sarstedt, 2011). The Q2 values, calculated via 
blindfolding, further support the model’s predictive relevance. Specifically, all Q2 values are larger 
than zero, which suggests the explanatory constructs used to predict the endogenous constructs 
demonstrate predictive relevance. These values, along with the R2 values, indicate the model does 
an adequate job of explaining variance in the endogenous constructs (Sarstedt et al., 2014).  
 
Discussion and Managerial Implications 
In interpreting the results of this study, it is important to be mindful of the study limitations. First, 
all data was collected at a single point in time, and all measures were self-report given the 
perceptual nature of this study. Future studies could benefit from robust remedies for common 
method variance (Podsakoff, MacKenzie, Lee, & Podsakoff, 2003), as well as examining the 
hypothesized relationships using data collected from a larger sample. Nevertheless, this research 
offers valuable insights.   
 
This study contributes to small business and sales literature by leveraging positive 
organizational scholarship, and more specifically, the socially embedded model of thriving at work 
(Spreitzer et al., 2005), to explore ways to promote job satisfaction among sales professionals in 
small businesses. Toward this end, antecedents of thriving were examined, as well as the mediating 
role of thriving between two relational resources, namely supervisor support and relational 
coordination, and job satisfaction. The results of this study reveal ways in which small businesses 
can foster job satisfaction among sales professionals despite the financial resource constraints that 
are characteristic of such organizations (Greenidge et al., 2012; Lai et al., 2017).  
 
Results indicate thriving is a significant predictor of job satisfaction for sales professionals 
in small businesses. When sales professionals sense that they are learning at work, and feel alive 
and vital, they are more likely to be satisfied with their work. In large organizations, learning often 
transpires through formal and resource-intensive training efforts and strides toward fostering 
vitality may span multiple areas of the business (e.g., HR). However, the results of this study shed 
light on how small businesses can leverage relational resources to promote thriving. 
 
As noted, relational coordination and supervisor support are positively related to thriving 
and partially mediate the relationship between these constructs and job satisfaction. Thus, 
marketing and sales managers within small businesses should attend to the relational dynamics 
within the workplace and strive to provide a supportive climate. Like Bryan and White (2019), 
who suggest small firms benefit from intrinsically motivating situations, particularly in the absence 
of formal HR practices, the current study reveals the value of promoting opportunities for learning 
and vitality. The positive impact of relational coordination and supervisor support on thriving has 
important implications for small business management. It suggests that establishing shared goals, 
facilitating shared knowledge, and promoting mutual respect is critically vital for salesperson 
thriving, and, in turn, job satisfaction. Likewise, consistent with other small business (e.g., Moon 
& Na, 2009; Nafukho et al., 2008) and sales research (e.g., Matthews et al., 2016), this study 
underscores the importance of demonstrating care and concern, providing opportunities learning 




Anaza, N. A., & Rutherford, B. N. (2012). Developing our understanding of patronizing frontline 
employees. Managing Service Quality: An International Journal, 22(4), 340–358.  
 
Babin, B. J., & Boles, J. S. (1996). The effects of perceived co-worker involvement and 
supervisor support on service provider role stress, performance and job satisfaction. Journal of 
Retailing, 72(1), 57-75. 
 
Brashear, T. G., Bellenger, D. N., & Brooks, C. M. (2003). An empirical test of trust-building 
processes and outcomes in sales manager-salesperson relationships. Journal of the Academy of 
Marketing Science, 31(2), 189–200. 
 
Brown, S. P., & Peterson, R. A. (1993). Antecedents and consequences of salesperson job 
satisfaction: Meta-analysis and assessment of causal effects. Journal of Marketing Research, 
30(1), 63-77.  
 
Brueller, D., & Carmeli, A. (2011). Linking capacities of high‐quality relationships to team 
learning and performance in service organizations. Human Resource Management, 50(4), 455-
477. 
Cameron, K. S., Dutton, J. E., & Quinn, R. E. (2003). An introduction to positive organizational 
scholarship. In K.S. Cameron, J.E. Dutton, & R.E. Quinn (Eds.). Positive Organizational 
Scholarship (pp. 3-13). San Francisco: Berrett-Koehler. 
 
Carmeli, A., Brueller, D., & Dutton, J. E. (2009). Learning behaviours in the workplace: The role 
of high-quality interpersonal relationships and psychological safety. Systems Research and 
Behavioral Science, 26(1), 81–98.  
 
Carmeli, A., & Gittell, J. H. (2009). High-quality relationships, psychological safety, and 
learning from failures in work organizations. Journal of Organizational Behavior, 30(6), 709–
729.  
 
Cerasoli, C. P., Alliger, G. M., Donsbach, J. S., Mathieu, J. E., Tannenbaum, S. I., & Orvis, K. A. 
(2018). Antecedents and outcomes of informal learning behaviors: A meta-analysis. Journal of 
Business and Psychology, 33(2), 203-230. 
 
 
Combs, J., Liu, Y., Hall, A., & Ketchen, D. (2006). How much do high‐performance work 
practices matter? A meta‐analysis of their effects on organizational performance. Personnel 
Psychology, 59(3), 501-528. 
 
Deci, E. L., & Ryan, R. M. (1987). The support of autonomy and the control of behavior. Journal 
of Personality and Social Psychology, 53(6), 1024-1037. 
 
Demerouti, E., Bakker, A. B., Nachreiner, F., & Schaufeli, W. B. (2001). The job demands-
resources model of burnout. Journal of Applied Psychology, 86(3), 499-512. 
 
Doornbos, A. J., Simons, R. J., & Denessen, E. (2008). Relations between characteristics of 
workplace practices and types of informal work‐related learning: A survey study among Dutch 
Police. Human Resource Development Quarterly, 19(2), 129-151. 
 
Dutton, J. E. (2003). Energize your workplace: How to create and sustain high-quality 
connections at work. San Francisco, CA: John-Wiley & Sons. 
 
Evanschitzky, H., Sharma, A., & Prykop, C. (2012). The role of the sales employee in securing 
customer satisfaction. European Journal of Marketing, 46(3), 489-503.  
 
Faragher, E. B., Cass, M., & Cooper, C. L. (2013). The relationship between job satisfaction and 
health: a meta-analysis. In From Stress to Wellbeing Volume 1 (pp. 254-271). Palgrave 
Macmillan, London. 
 
Fornell, C., & Larker, D. (1981). Structural equation models with unobservable variables and 
measurement error: Algebra and statistics. Journal of Marketing Research, 18(3), 382–388. 
 
Gallego, J., Rubalcaba, L., & Hipp, C. (2013). Organizational innovation in small European 
firms: A multidimensional approach. International Small Business Journal, 31(5), 563-579. 
 
Geisser, S. (1974). A predictive approach to the random effects model. Biometrika, 61(1), 101–
107. 
 
Gittell, J. H. (2002). Coordinating mechanisms in care provider groups: Relational coordination 
as a mediator and input uncertainty as a moderator of performance effects. Management Science, 
48(11), 1408-1426. 
 
Gittell, J. H. (2006). Relational coordination: Coordinating work through relationships of shared 
goals, shared knowledge and mutual respect. Relational Perspectives in Organizational Studies: 
A Research Companion, 74-94. 
 
Gittell, J. H. (2008). Relationships and resilience: Care provider responses to pressures from 




Greenidge, D., Alleyne, P., Parris, B., & Grant, S. (2012). A comparative study of recruitment 
and training practices between small and large businesses in an emerging market economy. 
Journal of Small Business and Enterprise Development, 19(1), 164-182.  
 
Haileyesus, S. (2019). Small businesses falling behind in employee satisfaction. Small Business 
Trends. Retrieved from https://smallbiztrends.com/2019/12/employee-happiness-statistics.html  
 
Hair, J. F., Hult, T. M., Ringle, C., & Sarstedt, M. (2017). A primer on partial least squares 
structural equation modeling (PLS-SEM) (2nd ed.). Thousand Oaks, CA: SAGE Publications 
Inc. 
 
Hair, J.F., Ringle, C. M., & Sarstedt, M. (2011). PLS-SEM: Indeed a silver bullet. Journal of 
Marketing Theory and Practice, 19(2), 139–152.  
 
Hair, J. F., Risher, J. J., Sarstedt, M., & Ringle, C. M. (2019). When to use and how to report the 
results of PLS-SEM. European Business Review, 31(1), 2–24.  
 
Heaphy, E. D., & Dutton, J. E. (2008). Positive social interactions and the human body at work: 
Linking organizations and physiology. Academy of Management Review, 33(1), 137-162. 
 
Henseler, J., Ringle, C. M., & Sarstedt, M. (2015). A new criterion for assessing discriminant 
validity in variance-based structural equation modeling. Journal of the Academy of Marketing 
Science, 43(1), 115–135.  
 
Hulland, J. (1999). Use of partial least squares (PLS) in strategic management research: A review 
of four recent studies. Strategic Management Journal, 20(2), 195–604. 
 
Judge, T. A., Thoresen, C. J., Bono, J. E., & Patton, G. K. (2001). The job satisfaction–job 
performance relationship: A qualitative and quantitative review. Psychological Bulletin, 127(3), 
376-407. 
 
Kleine, A., Rudolph, C. W., & Zacher, H. (2019). Thriving at work: A meta‐analysis. Journal of 
Organizational Behavior, 1–27. 
 
Kock, N. (2015). Common method bias in PLS-SEM: A full collinearity assessment approach. 
International Journal of e-Collaboration, 11(4), 1-10. 
 
Kock, N. (2017). Common method bias: A full collinearity assessment method for PLS-SEM. In 
Partial Least Squares Path Modeling (pp. 245-257). Springer, Cham. 
 
Krosnick, J. A. (1999). Survey research. Annual Review of Psychology, 50(1), 537–567. 
 
Lai, Y., Saridakis, G., & Johnstone, S. (2017). Human resource practices, employee attitudes and 
small firm performance. International Small Business Journal, 35(4), 470-494. 
 
 
Locke, E. A. (1976). The nature and causes of job-satisfaction. In Handbook of Industrial & 
Organizational Psychology (Marvin Dunnette, pp. 1297–1350). Rand McNally. 
 
Loher, B. T., Noe, R. A., Moeller, N. L., & Fitzgerald, M. P. (1985). A meta-analysis of the 
relation of job characteristics to job satisfaction. Journal of applied psychology, 70(2), 280-289. 
 
Losada, M., & Heaphy, E. (2004). The role of positivity and connectivity in the performance of 
business teams: A nonlinear dynamics model. American Behavioral Scientist, 47(6), 740-765. 
 
Nafukho, F. M., Graham, C. M., & Muyia, M. H. (2009). Determining the relationship among 
organizational learning dimensions of a small‐size business enterprise. Journal of European 
Industrial Training, 33(1), 32-51. 
 
Matthews, L. M., Zablah, A. R., Hair, J. F., & Marshall, G. W. (2016). Increased engagement or 
reduced exhaustion: which accounts for the effect of job resources on salesperson job outcomes?. 
Journal of Marketing Theory and Practice, 24(3), 249-264. 
 
Mushtaq, M., Abid, G., Sarwar, K., & Ahmed, S. (2017). Forging ahead: How to thrive at the 
modern workplace. Iranian Journal of Management Studies, 10(4), 783-818. 
 
Netmeyer, R. G., Maxham, J. G., 3rd, & Lichtenstein, D. R. (2010). Store manager performance 
and satisfaction: Effects on store employee performance and satisfaction, store customer 
satisfaction, and store customer spending growth. Journal of Applied Psychology, 95(3), 530–
545. 
 
Parfyonova, N. M., Meyer, J. P., Espinoza, J. A., Anderson, B. K., Cameron, K. A., Daljeet, K. 
N., & Vaters, C. (2019). Managerial support for employees’ psychological needs: A 
multidimensional approach. Canadian Journal of Behavioural Science, 51(2), 122-134. 
 
Podsakoff, P. M., MacKenzie, S. B., & Podsakoff, N. P. (2012). Sources of method bias in social 
science research and recommendations on how to control it. Annual Review of Psychology, 
63(1), 539–569.  
 
Porath, C., Gibson, C., & Spreitzer, G. (2008). Antecedents and consequences of thriving at 
work: A study of six organizations. Presented at the Academy of Management Meeting, 
Anaheim, CA. 
 
Porath, C., Spreitzer, G., Gibson, C., & Garnett, F. G. (2012). Thriving at work: Toward its 
measurement, construct validation, and theoretical refinement. Journal of Organizational 
Behavior, 33(2), 250–275.  
 
Rogers, K. M., & Ashforth, B. E. (2017). Respect in organizations: Feeling valued as “we” and 




Rondeau, K. V., Francescutti, L. H., & Zanardelli, J. J. (2005). Emergency department 
overcrowding: The impact of resource scarcity on physician job satisfaction/practitioner 
application. Journal of Healthcare Management, 50(5), 327-342. 
 
Rooney, J. A., & Gottlieb, B. H. (2007). Development and initial validation of a measure of 
supportive and unsupportive managerial behaviors. Journal of Vocational Behavior, 71(2), 186-
203. 
 
Rowden, R. W., & Ahmad, S. (2000). The relationship between workplace learning and job 
satisfaction in small to mid-sized businesses in Malaysia. Human Resource Development 
International, 3(3), 307-322. 
 
Sarstedt, M., Ringle, C. M., Henseler, J., & Hair, J. F. (2014). On the emancipation of PLS-SEM: 
A commentary on Rigdon (2012). Long Range Planning, 47(3), 154–160.  
 
Sheehan, M. (2014). Human resource management and performance: Evidence from small and 
medium-sized firms. International Small Business Journal, 32(5), 545-570. 
 
Shore, L. M., & Martin, H. J. (1989). Job satisfaction and organizational commitment in relation 
to work performance and turnover intentions. Human Relations, 42(7), 625-638. 
 
Spreitzer, G. M., Lam, C. F., & Fritz, C. (2010). Engagement and human thriving: 
Complementary perspectives on energy and connections to work. In A. B. Bakker & M. P. Leiter 
(Eds.), Work Engagement: A Handbook and Essential Theory and Research (pp. 132–146). 
 
Spreitzer, G. M., & Porath, C. (2014). Self-determination as nutriment for thriving: Building an 
integrative model of human growth at work. In M. Gagne (Ed.), The Oxford Handbook of Work 
Engagement, Motivation, and Self-Determination Theory, (pp. 245–258). USA: Oxford 
University Press. 
 
Spreitzer, G. M. & Sutcliffe, K. M. (2007). Thriving in organizations. In Positive Organizational 
Behavior (D. Nelson & C. L. Cooper, pp. 74-85). Thousand Oaks, CA: Sage Publications, Inc.  
 
Spreitzer, G., Sutcliffe, K., Dutton, J., Sonenshein, S., & Grant, A. M. (2005). A socially 
embedded model of thriving at work. Organization Science, 16(5), 537–549. 
 
Stone, M. (1974). Cross-validatory choice and assessment of statistical predictions. Journal of 
the Royal Statistical Society, 36(2), 111–147. 
 
Tett, R. P., & Meyer, J. P. (1993). Job satisfaction, organizational commitment, turnover 
intention, and turnover: path analyses based on meta‐analytic findings. Personnel Psychology, 
46(2), 259-293. 
 
U.S. Small Business Administration (2019). Table of Size Standards. Retrieved from 
https://www.sba.gov/  
 
Vandenberg, R. J., & Lance, C. E. (1992). Examining the causal order of job satisfaction and 
organizational commitment. Journal of Management, 18(1), 153-167. 
 
Wapshott, R, & Mallett, O. (2015) Managing Human Resources in Small and Medium-Sized 
Enterprises: Entrepreneurship and the Employment Relationship. London: Routledge. 
 
 
